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13 ABSTRACT

This paper summarizes, within a conceptual framework, the research carried out cver
the last fiftera years on factors related both to turnover and absenteeism. Jver
sixty empirlical studies are reviewed, organized under the following topics:

overall job satisfaction, organization-wide factors, immediate work environment
factr:s, job-related factors, and personal factors. A theoretical model is
presented in an effort to explain the diversity of findines.
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Organizational, Work and Personal Factors in Employee Turnover and Absenteeism,

Lyman W. Porter and Richard M. Stéers
University of California, Irvine

To those concerned with stu@ying the behavior of individuals 1n‘orgnniza~
tional settings, employee turnover and absenteeism represent both interesting
and important phenomena. Thev are clear-cut acts of behavior (the employee
has or hag not terminated from the organization, was or was not present for
work on a given day) that have potentially critical consequences both for the
the person and for the organization. It is for this reason that both turn-
over and absenteeism have been investigated in a relatively large number of
sﬁudies to date and are likely to remain a key focug of personnel research by
psychologists. It is the purpose of this article to provide a review that:
(a) comprehensively covers the mnat recent research on the topic; fb) relates
the research findings in a systematic fashlon to the organlzational and work-
ing environment; and (c) attempts to provide a basic conceptual framework
for viewing the findings.

For purposes of the analysis in this paper, turnover and absenteeism
will be regarded as facets of "organizztional withdrawal." Withdrawal willl
thus refer both to the voluntary act of permanently leaving the organization
and to the voluntary act of staying away from the organization for limited
periods of time. Since both turnover and absenteeism can occur for 'unavoid-
ahle ruasons--e.g;, military service or the geographical transfer of a spouse
for the former, and lllness or family crises for the latter--we will focus

our attention only on those studies that include data believed to represent

,,_



avoidable turnover or absenteeism. In other words, the behavior in question
represents situations where the organization would (presumably) like the
person to remain as an employee but he chooses to leave, or where the organ-
ization would like the person to be at work and he chooses to be absent from
werk. (While such problems as accidents and alcoholism might be considered
as other forms of withdrawal, they will not be dealt with here--both in order
to provide reasonable limits to the scope of the review and because there is
relatively little research on them that relate them specifically to organiza-
tional and work factors.)

In the past there have been some four reviews of the literature dealing
with turnover and absenteeism. Three of these (Brayfield & Crockett, 1955;
Herzberg et al., 1957; and Vroom, 1964) are now out of date in relation to
all of the research carried out during the past decade or so, and the fourth
(Schuh, 1967) represents a highly specialized review of only a portion of
the available literature. Before proceeding to our own analysis of the
recent literature, however, it will be helpful to summarize briefly what
was uncovered by the previous reviews:

Brayfield and Crockett (1955) reviewed seven studies of turnover and
eight of absenteeism. They concluded that some evidence existed, mainly
from studies using group rather than individual data, of a signifigant but
complex relationship between employee dissatisfaction and withdrawal. However,
these reviewers pointed to major methodological weaknesses in a number of the
studies, such as the failure to obtain independent measures and the use of
weak or ambiguous measurement techniques. Such flaws were so prevalent that
‘they questioned whether methodological changes alone would substantially

increase or decrease the magnitude of many of the obtained relationships.



In general, then, they pointed as much in the direction of a need for increased
rigor in regearch techniques as toward acceptance or réjection of an
attitude-withdrawal relationship.

About the same time, Herzberg et al. (1957) also published a review of
investigations which in some manner related to attitudinal factors involved
in withdrawal. They cited 24 articles concerning turnover, and 13 concerning
absenteeism. Their basic conclusion was that job attitudes did indeed
represent a significant force in the decision to participate or withdraw.
They felt the literature to that date indicated there were at least three
specific variables that were important determinants of attitudes that, in
turn, affected withdrawal: (1) the nature of the social work group to which
the individual belongs; (2) the discrepancy between starting salary and a
worker's rate of pay on his previous jobs; and (3) the worker's opportunity
to participate in the decision-making process and to feel useful in the
total context of his work environment.

Caution should be exercised, however, in accepting the conglusions from
the above-mentioned review. Flrst, although many articles are referenced,
only a few are described even briefly. The reader therefore is forced to
rely on the reviewers' interpretations and conclusions since insufficient
information is provided for independent judgment. Second, the review
generally ignored the methodologicél problems and weaknesses in most of thé
résearch cited. Thus, it is difficult to evaluate the quality of the support
for some of Ehg conclusions. Finally, it shouid be pointed out that one of
the three specific factors that was cited by Herzberg et al. as resulting in
increased withdrawal--disparity between present’pay and previous pay--was

based on only one reported study. In summary, while the Herzberg et al. review



claims to have found definite evidence of causal relationships between jcb

satisfaction with several aspects of the organizational situation and with-

drawal, care should be taken in placing undue coaZidence in the strength of

siich conclusions reached in the review. :
Several vears later, Vroom (1964) again reviewed the literature per-

taining to job satisfaction and withdrawal. His review included ten articles

not previously covered bv either Brayfield and Crocnatt or Herzberg et al. -

The results of his andlysis generally reinforced the earlier conclusions.

Vroom repoerted that the studies he reviewed showed a consistent negative

relationship between job satisfaction and the propensity to leave. 1In

addition, he found a somewhat less consistent negative relationship between

job satisfaction and absenteeism. Vroom interpreted the findings concerning

job satisfaction and withdrawal as being consistent with an expectancy/

valence theorv of motivation; namely, workers who are highly attracted to

their jobs are presumed to be subject to motivational forces to remain in

them, with such forces manifesting themselves in increased tenure and higher

rates of attendance.
Schuh’s (1967) review focused primarily on studies of the prediction

of turnover by the means of individual inventories and biographical infor-

mation. Froa his review, he concluded that there was not a consistent

relationship between turnover and scores on intelligence, aptitude and

personality tests. However, he felt there was some evidence that vocational

interest inventories were predictive of turnover. Most predictive of all,

though, were scaled biographical information blanks in relation to turnover.

Also, a very small number of older studies pertaining to job satisfaction :

were cited in the review, and these too seemed predictive of turnover. The




review presents little in the way of conceptual analysis or interpretation,
and scant atteation was given to possible methodological problems in the
various studies. FEven so, the review is useful to the extent of summarizing
the available evidence concerning the utility of biographical and test-type
irstruments in the prediction of turnover.

Taken as a whole, the above-cited reviews and their conclusions point
to the importance of job satisfaction as a central factor in withdrawal,
particularly as it may interact with more specific organizational and
individual variables. In the review that follows, we shall attempt to
build con the previous ones by citing the rather extensive literature (some
50 studies) that has not been previously covered. (In addition, a few key
articles that have teen previously reviewed will be referenced as they
directly relate to the discussion of the most recent literature.) This
review will be presented in a framework that relates the findings to the
organizational employment context. First, recent studies concerning the
role of overall job satisfaction in withdrawal will be reviewed. Next, and
more specifically, the literature will be categorized according to: (1)
organization-wvide factors, (2) immediate work (job) environment factors,
(3) job content factors, and (4) personal factors. These seem to us to be

meaningful groupings in terms of the variety of possible "internal factors"
(i.e., variables related to the individual's interaction with a work
situation) that could be involved in withdrawal behavior. (Omitted from the
present analysis, of course, is the obviously crucial set of "external”

factors pertaining to such things as economic conditions, the availability

of specific job opportunities, and so forth.)
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Throughout this review we will be particularly concerned with the
potential recle that "unmet expectations’ may have on withdrawal behavior.
The concept of met expectations may be viewed as the discrepancy between
what a person encounters on his job in the way of positive and negative
experiences and what he expected to encounter. Thus, since different
employees can have potentially quite different expectations with respect
to payoffs or rewards in a given organizational or work situation, it would
not be anticipated that a given variable (e.g., high pay, unfriendly work
colleagues) would have a uniform impact on withdrawal decisions. We would
predict, however, that when an individual's expectations--whatever they
are--are not met, his propensity to withdraw would be increased. We will
return to the possible role of "met expectations' following our review of

the various segments of the recent literature pertaining to withdrawal,

Job Satisfaction and Withdrawal

Subsequent to the publication of the previous reviews, many new in-
vestigations have appeared concerning the relationship of overall job
satisfaction to turnover and absenteeism. These findings will be briefly
summarized here in order to determine how thev relate to the earlier find-
ings as previously reviewed.

In two related predictive studies of particular merit, Hulin investi-
gated the impact of job satisfaction on turnover. I[n the first study
(Hulin, 1966), the Job Descriptive Index [JDI) was administered to a large
sample of female clerical workers. During the next twelve wonths, 43 girls
who had completed the questionnaire left the company. TFach of these "leavers"

was matched with two "stayers” on the basis of several demographic dimensions
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(e.g., age, education). Significant differences were found between the
stayer and leaver groups on mean satisfaction scores. Hulin concluded that
at least in this sample, subsequent leavers as a group could be accurately
distinguished from stayers based on a knowledge of the workers' degree of
job satisfaction up to twelve months prior to the act of termination.

These findings raised the question as to the possibility of reducing

this turnover by increasing a worker's degree of satisfaction on the job.

Toward this end, the company instituted new policies in the areas of wage

and salary administration and promotional opportunities. Approximately

one and one-half years after these changes, Hulin (1968) administered the

JDI to a sample similar to the previous one. During the ten months following

the questionnaire administration, sixteen identifiable employees left.
Again these leavers were matched with two stayers each and again it was found

that terminatiosn decisions were significantly related to the degree of worker

satisfaction. An equally important finding of this study arose when Hulin

compared these JDI satisfaction scores with the results previously gathered

in the same firm before the pelicy changes (Hulin, 1966). An analysis showed

significantly higher levels of satisfaction with four of the five scales
comprising the JDI for the group sampled after the policy changes. Simul-
taneously, the department's turnnver rate during these two periods dropped
from 30% during the first study period to 12% during the second.

Other predictive studies have yielderl essentially the _ame results
among life insurance agents (Weitz & Nuckols, 1955}, male and female office
workers (Mikes & Hu.lin, 1968) and retail store employees (Taylor & Weiss,

1969a & b). And Jild (1970), in a survey of recently terminated female

e2lectronics operatives, found tha. job dissatisfaction (caused mainly by

the nature of the work) was the major reason cited for leaving.
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Taking a somewhat different approach to the topic, Katzell (1968) and
Dunnette, Arvey and Banas (1969) investigated the role of original expecta-
tions at the time of hire as they related to later job experiences and
turnover. Studying student nurses and young executives, respectively, these
two investigations attemptad to measure subject expectation levels unpon entry
into the organization and compared these responses to later measures of the
degree to which such expectations had actually been met on the job. While
the Katzell study was predictive in design, Dunnette et al. solicited such
measures in a retrospective fashion. In both studies, no significant
differences were found to exist at the time of entry between the expectation
levels of those who remained and those who later decided to leave. However,
as time went on, significant differences did emerge; those who remained
generally felt their original expectations were essentially met on the job,
while those who left felt their expectations had not heen met.

Also relevant to the role of met expectations in the particination
decision are the field experiments of Macedonia (1969) and Weitz (1956) .
Both of these studies (described in greater detail below) found that where
individuals were provided with a realistic picture of the job environment--
including its difficulties--prior to employment, such subjects apparently
adjusted their job expectations to more realistic levels. These new levels
were then apparently more easily met by the work environment, resulting
in reduced turnover.

Many studies, then, point to the importance of job satisfaction as :
predictor of turnover. However, it anpears that expressed intentions
concerning future participation may be an even better predictor. 1In a large

scale investigation of managerial personncl employed hy a omputer manufcturer,
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Kraut (1970) coasistently found significant correlations between expressed:
intent to stay and continued employee participation. Such findings were

far stronger than relationships between expressed satisfaction and continued
participation. And, in a study of turnover among Air Force pilots,

Atchiison and Lefferts (1972) found that the frequency with which individuals
thought about leaving their job was very significantly related to rate of

termination. Based on these preliminary findings, an argument can be made

- o ww ew e am e o ome e e e e
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that an expressed intention to leave represents the next logical step after
experienced dissatisfaction in the withdrawal process.

While considerable investigation has been carried out since the previous
reviews concerning the relation of job satisfaction to turnover, only two

studies have been found considerihg such satisfaction as it relates to

‘absenteeism. Talacchi (1960), using the SRA Employee Inventory, found a

significant inverse relation between job satisfaétion and absenteeism among
office workers. He'éid not, however, find such a relation concerning turn-
over. And Waters and Koach (1971), using the JDI with clerical workers,
found significant inverse relations between job satisfaction and both
turnover and absenteéism.

In summary, the recent evidence concerning the impact of job satis-
faction on withdrawal (especially on turnover) is generally consistent with
the findings as reviewed by Bravfield and Crockett (1955), Herzberg et al.
(1957), and Vroom (1964). (These new findings are summarized in Table 1).

It appears, however, that the major asset of these more recent findings is
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not .simply their confirming nature, but rather their increased methodological

rigor over those studies reviewed previously. Most of the eariier studies

‘e

contained several design weakne§ses (see, for example, the discussion by
Brayfield & Crockett) which the more recent studies have overcome to a sigai-
"ficant degree. For example, 11 of the 14 new studies reviewed here were pre-
dictive in nature. In addition, several of the research instruments used in
the more receat studies (e.g., the JDI) appear to be more rigorously designed
in terms of validity, reliability, and norms. Thus, these newer studies go

a long way in the direction of providing increased confidence in the importance

of job satisfaction as a force in the decision tc participate.

Specifiic Factors Related to Withdrawal

While consideration of the role of overall job satisfaction in the
decision to participate is important, it tells us little about the roots of
such satisfaction. Knowing that an employee is dissatisfied and about to
leave does not help us understand why he is dissatisfied; nor does it help
us determine what must be changed in an effort to retain him. For the
answer to these critical questions, it is necessary to look more closely
at the various factors of the work situation as they potentially relate to
the propensity to withdraw.

We will begin our discussion with those factors that are generally
organization-wide in their impact on employees and move towurd those factors -
that are more unique to each individual. Some investigations are relevant
to more than one factor and will be cited more than once in this review.

In such cases, these studies will also appear in more than one of the

accompanying tables,
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Organization-Wide Factors

Organizztion-wide factors for purposes of this discussion can be defined
as those organizational variables affecting the individual that a.2 in large
measure determined by persons or events exteraal to the immediate work group.
Under this rubric would fall such factors as pay and promotion policies, job
security and organization size. The relation of each of these organization—
wvide variables to withdrawal will be analyzed separately.

Pay and promotion. In exchange for his time and energies, the organiza-

tion offers the emplovee a compensation package that includes not oanly
financial remuneration, but also opportunities for advancement and prozotion
to more meaningful, challenging positions. Such payoffs to the eaployee for
effective performance include, in addition to salary, increases in formal
power, suthority and status within the organization. Yhere the presence of
such factors may serve as incentives to the individual, their absence
presumably can lead to dissacisfaction, absenteeism and termination.

There is no lack of empirical investigations into the relationships
between such compensation and turnover and absenteeism. Nor is there much
disagreement over the conclusion that low pay and lack of promotional
opportunities can represent a primary stated cause for withdrawal (Friedlander
& Walton, 1964; Hulan, 1968; Knowies, 1964; Patchen, 1960; Ronan, 1967; and
Saleh, Lee & Prien, 1965). The remaining analytic question is how pay and
promotion affect withdrawal.

One answer tc this question may be found in expectancy/valence theory
(Porter & Lawler, 1968; Vroom, 1964). Using such an approach, it appears

that at least two factors would account for the effect of compensation on

withdrawal. First, the amount of pay received (or the rapidity of promotion)
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=ust be considered by the individual ro be co—mensurate to his own level of

input on the job. In other words, the rewards received must be considered
tc be aguitzble when compared o expended effort. Im addition, under this
theory, the individeal ruct be convinced rhat continved parricipztion will
result in the future in more positively valent cutcomes than aay altermative
behsvior (Lzwier, 1971). 1iIn this sease, using pay ané proxoticn to motrivaze
izproved attendance (or coatinved exployment) would ornly prove effective to
the exteat that the individuzl valued such compensation and fel: that
inproved (or continued) participation would, ir fact, lezd to it. If the
individual felt he would receive the saxre cozpeasation irrespectiwve of
attendance, or if ne felt he could secure sinilar cozpensation in another
organization, then sech compensztion wouléd prodadly moi serve 2s za effective
motivator.

A significent amovnt of research exists to support the first part of
such 2 theory (i.e., the necessity of perceived ecuitzble rexards), while
o research to date has been found that tested the role of zaticipated rewards
on withdrawal. Ome of the earliest studies on the perceived eguity of
co=pensation was carried out by Patchen (1969) z—ong il refinery workers.
The results of this study deconstrated that it was the perceived fairness
of pay and pro-otion rather than sizply their a—=cunt or rapidity that was
the pri-ary cause of absenteeisn. Faile cthe =—agnitude of the rewards was
inportant, the —ore significant factor influencing the decision to ceze to !
work was the a~cunt of loyalty and cbligation created by the esplevee's
perception of fair treatcent by the cozpany.

In a2 study of turnover acong Australian factory wovrkers, ¥rowvles (19A3%)

found that f2ilure on the part of such workers to attain their “expected”
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wage was 2 better predictor of propensity to lezve tham was the zmeunt of the

wege itself. 2od Boassers: {1967), inm his stedy ¢f turnever zZmwong exemdt

-

-

technf o} perseosel, found That exslovees who consistently zveraged higher
pay ipcrezses rerminated at roughly twice the rate as their counterperis
averaging lower increzses. While several factors could accernt for this,
Bassert hypothesized from these findings that coatimwally receiwving high

raises serves fo crezte high expectations on the part of the emdloyee which,

if pot sudstantially met in the future, tend to result in incressed terminatiens.

Strdies by Bulin (1968) zmong clericzl workers zod by Kraut (1279) zmoag

computer szlesmen arrived at similar coaxclusions. Both sivdies fouzd satis-

rh

2czion with pay and promotion (i.e., the degree to wiich thelr expectations
had been me:r in this regzard) to be cegztively associated with turmover. &Aad
Beazette et al. (1969), ia their survey of vouog mansgers, found turnover

to bz inversely related to met expectations ceoceraing rate of promoiion
Bowsver, they found satisfzction with pay to be uorelated to turcover.
Finally, Telly et 2i. (1971) fouand that perceived izecuity or ummel expecia-

tions coxzcerning both pay a2nd promotion zmong hourly preduction workers was

—

ficantly related to turnover. Trev explained this {inding, heowever,

1

not siza
by noting that the jebs were unionized and a2fforded 1ittle opportuanity for
cocmpeasation to be associated with individual effort.

Co=pany incentive progzra=s aimed at reducing absenteeisn and turnover
can 2lso be subsuzed under the cozpensaticn factor. Two related esperizental
fieid studies have recently appeared which im.estigated the Irpact of such
progracs—and the degree of participaticn in their design—on absenteeisn.

In the first ezperizent, three autonecmous work groups independentl. developed

their own incentive plans to reward good attendance iLawler & Fack—an, 1967%).
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These plans were then imposed on etker work groups by the company. Two
acditional greucs served a2s control groups ané received o treatment. A
significanr Inrrezse im zttendance fésulted oaiy i chose three groups w20
formmiated their ow: plans. Thres possible explamsrions for swch Eindings
were posited by thz2 investigaters: (1) parcicipacion cavsed more commiiment
to the plan; (2) parricipation resulced in increazsed koowledze cozcerning
tke plan; axd () percicipazion increzsed the emplovee's trust of the good
Intentions of wanezement with respezt to the plan.

In» a followud study oze vear later by Scheflen, Lzwler amd Hzclkoan (19713,
izcentives sere discomtimved in twe of the rhree originezl pacticizative grouds.
Iz was fourd that attendance 2ropped below pretreatment levsls in these two
groups, wnile atrtecdance remzived high in the third gromp. Apparenily, the
rexoval of 2 plan mutwally agreed to among the workers by higher menzgement
served o cesiroy ite morm of good attexdance estzblished by the group-

inese two siwdies clearly poict to the fzce that attentien by mecagement
solaly to ike mechenical aspects of 2 pay plen mey bBe inssificient te izsure
the suceess of the plan. Exployee participation in the dzsign a2nd inple-
mentetiosna of such 2 plan o2y indeed hazve 2 greater izmpact on its success
than the mechanics of the plan itself. tThile these investigatircas studied

incentives for at:iexdazce, the resulis have zezer2l arsii.
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area of ccooemsaticzm. Particization in the Jevelcprent or zinministraticn eof
varicus pay and preo=ction prograss =ax result in £z izcresze i the perceiw
eguity of rhe pregran, which, in turn. eould lez? to reduze? te-dencies

toward withi-awal. 1t is izsortant to note, >rwever, thal trese two studies

were the oniy rigorcus investigaticns found i. the recent literzture trat

dealt wit® tte impast of garticipaticn in derizicp—ahinz processes =n




tornover or zbsexresisn. Uhile cheories of che benefirs of participarive
mensgementr adewnd, it zpoears far more efforr is rmeedad to demoxstrate
emirically their real impliczrions for withdraval.

The exisring evidence, then, tends ro indicare cher when 2n easployee
withdraws from the orgenizatics beczxse he fziled o receive a certaiom
level of pay or 2 promoticn, ke does mor &o so oaly beczwse ef a perceived
need or desire for the extra income or bigher pesicion. In =dditicn, the
perceived icecuity of the action—thar iz, the failvre of scch action to
meet bis expectations—ezpparently often has significant Imect on bis
c€ecision. The enployes can therefore be seen 2s meinmtaining his fovestaent
ef time axd efforz inm menyF casss ealy so long zs ke recefves what ke
consicers 2 fair reture o2 that investuent.

I0D szcurity. Job security traditioneliy bhas been regerded as tihe
primary odjective of the blre-collar worker. iBa=t, then, is the effect ox
toroover 2=d shsenteeisn when this security is threztened? The evideoce is
scarce. In za znalysis of exit imterviews of 91 enplorees at varicus levels
in the eorgenizationzl hierarchy, Ro-m2a {1967) fornd that threatezed job
security wes meationed most citen 25 the reascn fer lezving zmong shep
worzers. MRifice workers zod afninistrative perseccel, ca the other hand,
=2ce oo m2ntion of security zmeog their reascoms. It coa be inferred from
these iinmdings, although not corroborated by then, that 2 pessible explane-
tica for such terminations was ithe desire to atiain other scarces of eplozment
aod thuss security before the impending or perceiwved impending layveff. Such
shop workers in the past have been far more whject to izyoifs than were

clerical or manazerial personcel.
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Tee firdings reported by dwess (1266) appezr to be congruent with such
2 possible explaxaricon. Ee stedied mwo szmdlzs of bive ccllar workers
mzechad 2loag the dimensions of gecgrapbiczl arez znd type of work. O
szmple was drawn from 2 posulaticn of employees in several repeir sheps
oot cre for closure, «hile the second sample was drzwm from 2 pepelation
of emplorees iIn repair shops that were dve for closure. (The exployess
vere then to be 1z2id off, oot tramsferred.) It wes found that during the -
period cf the study, reperzed zhsexces dve to “sickeoess™ for the second
grovD Were over wice that of he first =zt the duracion of such Zbsences
was lomger. iDether swch zbsemces czm in Zzct be ateribered primerily te
iliness or te providiocg epportuaities for seshing employment elsexhere could
oot be ascertained frem the avaiizble data. In either case, it does appear
in this stwdy ther ghe threat of 2 lzyoff bad significant effects on
increases in zbsenteeism.

in the ether band, 2 recent study of zdsenteeism zmozz maie znd ferzle
preCuction emsloyees by Fershey (1972) did pet vield similar resules. Im
his zaicked siedry of emplovees irom four coxpenies, Pershey fovzd mo signif-
icant differences In zttexdance between ithese 3o were schedfuied for layoif
(znd so inforsoei) 223 thise who were to be retzized. FHe explaized such
fizndizgs By suggesting that the emplorees Lai 2 stroog desire to earn as -
—uch a5 possibie orior o laycif 2nd that -—ew emnlorment durimt the sitlldy
period was easy to secure, thus elimizating the zeed to tahz tize off for
job searcthiaz.

it s=rcull *¢ e=shasized here that thzse {indings relatizgy threatenad

oD security to wittdreval were ealy based <n sz=ples of blue eoliar workers.

18



Ir should be frrther noted that nexe of these studies dealt with enplovee

attitedes toward jod seceriry. Soech atrituvdimzl datawere collected, however,

by Teyler znd Weiss (396% & b). In 2 predicrive siudy of retail store
emplovees, they used the Minnesorz Satisfaction Qrestiommaire (HSH) eo

irvestigate sztisfecrion-based cauvses for termimztion. A éiscrimipant

s gl

fuzczion vsing M50 scores as predicrors was éeveloped o cxe grovp of

explovzes zad apolied to 2 cross—wzlidation grouwp. A1l rerminations, both

i

avoidzdie and wnzvoideble, were inclufed Im this stedy under the argraeat

that scch 2 procedure provided 2 more strimgent test of the zctwal relation—

ship betwesn met expectatiozs 28 rermirmatrion. Sigmificent differssces were

found in sarisfactisn scores of perceived job security between those remaining
and those who later fofz. Thos2 who were dissetisfied with their dezree of

30D security demonstrated 2 far higher progessity to lezve.

QOrgenizationzl size. Only one stwedy bhes been vncovered thet empiriceily

relates organizational size (=2s distinct from scdh—unit size) to withdrawal.

Izghen (1979) found siz2 of the organizarion to be highly correlaved with

a2bsenteaism but w2akly correlated with turnover. In his exzainaricn of

eignt British fir=s of varving size, Inghes further found threough interviexs
P >

that, with technology ccatrolled for, (1) the work tasks in sme2il fircs were :
more varied and allowed for greater irdividual autonecy, a2nd (2) there was
greater opporitunity for social interaction both vertically and horizoatally

in the s=aller firss. Based on these findings, Inghan advanced the argucent

that e=ployees were attracted to either largz or szall organizations for
different reasons. WYorkers in the larger olants (which paid higher wages)
were vieved as being rmore sensitive to the economic aspects of their

ezploy=ent and less concerned with non~econcnis facters. Enployees of




sn=ller-plzats, o the oiher hend, appearsd ro be setting their accepizble
uéée Ievel ar a much lower level and, simultzreously, demanding significantly
higher noo-sconomic rewards. Thus, according to Inghem, 2 similar degree of
coagreence berween workers® expecracions azd the orgenizationzl reward
System can b2 found ix borh large end sm=23l orgenizaticns, thowvgh for
different reascens. ¥he higher wages of the larger firms tend £0 sacisfy
those explorees who are mere monetzrily orienced and hzve opred to joim
sucl lercer compzpies. Similarly, che increased opporiunity for more
effeczive inrerperscenzl interaction provided by the szzller firms is wiewed
zs satisfiving ke tyoes of needs of those who have chosen to work For such
firns. Tbws, according o Inghen, turnover rates would be expected to be
2bovr ecual beczuse of similar levels of mer expectaticns.

02 the siher hand, loghen zrgres that zbsantesism Is 2 functioa of
the degree of employee identificarion with the orgaanizasiicn. Follswing

this approzch, workers in large and s—2ll firms wouid have roughly the

Inserr Tadie 2 Adbout Pere

szzm2 rate of turnever because their differine expeciations wruld be
respectively —et, but the greater degree of irpersonality breuzht on by the
increzsed burezucratization of the larger fir—s would reduce the esplovee's
identification with that type of firo. The result would ke imcreased
absenteeisn in the larger orgzanizations. Unfortunately, sufficient evidence
is not presented in Inzhaa’3 own study to dencnstrate the validity of such a
hypethesis. Thus, while the theoretical explanation goes Ilar in contributing -

thocught-provoking insights into the withdrawal precess, cuch rore empirical




work is pscessary before confidence in the hypothesis as 2 predictive
céevice could be achieved.

The resnlts of this stedy, 2icng with the other investigations relating
Srgeanizationzl eaviroament factors to withdrzwai, are su—marized in Table 2.

Sumary. Cecpeasation, primarily ia the forms of pay aaé pro:ofion,
appears to represeat a sigpificznt determinent in the terminztion decision.
Wailie several of the recent studies reviewed zbove sizply confirmed the
conclusion of previcus reviews that ccopensatioa was in fact a2 significant
factor in turaover, other studies investigated the rezsons behind such a
relationship. 7TIhese studies fa2irly consistently pointed out the importance
of perceived eguity and met expectations as important forces in such decisions.

The size of the pav raise or the rate of pro—otion, while inmportant in and

rh

of themselves, are in addition, weighed by the employee in the light of his

expectations, given his level of self-perceived contribution. The resultiag
determination of his degree of satisfaction or dissatisfaction then apparently
inputs into nis decision to rem2in or to search for preferablé job alternatives.
Much less can be said zbout the impact of job security. Three studies
strongiy suggest that threatened job security leads to increased withdrawal
among blue-collar workers, while one study (of absenteeism) found no such
relation. It appears here that more data cutting across functional areas
and levels of various organizations are necessary to provide a clearer
picture of the importance of job security as a factor influencing the
participation decision.
Finally, the results of one study indicated that turnover rates appear
to be fairly constant among organizations of varying sizes, while absenteeism

is significantly higher in larger firms than in smaller ones. Scme theoretical
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ccusiderations were offered to explain this variance, but were not effectively

-~

suebstantizted by espirical data. -

Ic=edizte ¥ork Zaviromment Factors

-

EY seccad set of factors instrumental in the decision to withdraw center
around the immédiate work-situétion iﬁ which the Empléye; fiﬁds nimself.. In
previous reviews, Brayfield and Crockett (1955) found that negative employee
attitudes toward their job context (especially at the lower levels) were
significantly related to absenteeism and, to a lesser extent, to turnover.
And Herzbe;g et al. (3957) found that such factors as the nature of the
social work group were of particular importance in the decision to partici-
pate.

Since these reviews wer2 published, significant research has been carried
out which tends to supplement existing knowledge concerning the importance of
immediate work environment factors for withdrawal. Factors to be considered
here include: (1) supervisor§ style; (2) work unit size; and (3) the nature

of peer group interaction.

Supervisory style. Since the importance of supervisory style on employee

behavior was first brought into focus by the Michigan and Ohio State leader-
ship studies (Katz et al., 1950; Katz et al., 1951; Stogdill & Coons, 1957),
research on this subject has continued to grow. Several recent studies
address themselves specifically to the relationship between the nature of
supervision and turnover and absenteeism. The available evidence indicates
that supervisory style, concern and interest vis-a-vis the employee do have
an impact up to a point on the employee's decision to withdraw from the work

environment.
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Fleishman and Harris (1962) studied production workers in a truck
manufacturing plant. Fifty-seven production foremen were szlected for -the
study along wi;h a random sample of workers from each of their work groups.
The workers described their foreman's behavior by means of the Supérvisory
Behavior Description Questionnaire (SRDQ) (Flei;hman, 1957a), while turnover
was measured by the number voluntarily léaving.over the p%evious 1l-wonth
period. Their findings démonstrated that turnover (and grievances) were
highest for those work groups whose foremen were rated low in consideration,
regardless of the degree of structuring behavior shown. However, this
relationship was found to be curvilinear, not 1iﬁea£. Critical levels
appegred beyond which increased consideration or decreased structure had no
effect on turnover rates. Fleishman and Harris interpreted these findings as
demonstrating that turnover may reflect an escape from a problem situation
which cannot be resolved in the absence of mutual trust and two-way
communication between foremen and workers.

Some reinforcement for these findings came in a later study by Skinner
(1969). Studying 21 foremen and 64 workers in their departments, and using
the SBDQ as well as the Leadership Opinion Questionnaire (Fleishman, 1957b,
1968), Skinner also found a curvilinear relationship between consideration
and turnover. Up to a point, higher supervisory consideration was associated
with lower turnover; beyond this point, little relation was detected between
the two factors. The results were seen by Skinner as a direct confirmation
of Fleishman and Harris' (1962) earlier findings.

The centrality of supervisory consideration as a factor in turnover has

also been demonstrated by Saleh et al. (1965) in their survey of recently
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terminated hospital nurses. Using an gg_gggg_fgggg study design, théy found.
lack of consideration to be thé second most-cited reason for termination
(after the nature of the work itself). And, in.a study of male hourly , » i
production workers who quit within the first year of employment, Ley (1966) ) %
f&undzahighly significant correlation (r = .76): between turnover and
authoritarian ratings of employees' foremen.

In a more rigorous, predictive study among clerical workers, Hulin )

(1968) also found significant differences between stayers and leavers with

R S R Ny A P

respect to satisfaction with supervisory iglations. Taylor and Weiss (1969a
& b), however, took issue with Hulin in their stuhy of retail store employees.
In their sample, they found no significant relation;hip between turnover and
satisfaction with the nature of supervision.
Finally, in an effort to test the applicability of Adam's theory of
inequity to turnover, Telly, French and Scott (1971) surveyeé a large sample
of hourly production workers drawn at random from shops rated either high
or low in turnover (based on previous turnover rates). The subjects were
administered a Likert-type questionnaire designed to measure perceived
inequities among various factors in the work environment. It was found that 3
“"high turnover" groups perceived significantly greater inequity with respect
to the treatment they received from both supervisors and leadmen. Telly )
et al. speculated that when an employee perceives‘inequitable treatment, he
may feel frustrated and will not contribute his best efforts toward the . ,%
primary goals of the organization; if this perceived inequity becomes
excessive, he will actually separate himself from the organization. :
Several investigations have been published that looked at more specific :

facets of supervisory behavior as they relate to withdrawal. One previously !
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revieved study of particular merit, carried out by Ross and Zander (1957),
investigated the effects of recognition and feedback on turnover. Question-
naires were administered to a2 large sample of female skilled workers
ezdioyed in 48 sections of a major corporation. Questions concentrated on
the strength of certain needs as well as on the perceived extent to which
the peeds were met by the emplovment situation. From persunal data, all
subjects were assigned to one of six categories depending upon their need
to work im an attempt to control for the effects of monetary considerations
on withdrawal. During the next four months, 196 of the subjects resigned.
Two contrel subjects who did not resign were systematically selected from
the appropriate category to match each resigned employee. The results
showed that no significaut differences existed between those who remained
and those who later terminated concerning their perceived need strength
for recognition and feedback on their work. tHowever, significant differences
were found to exist between the two groups as to the perceived extent to
which these needs were actually met. It was concluded by Ross and Zander
that receiving sufficient recognition and feedback to meet exvectations
represented a significant factor in the employee's decision to participate.
Similar findings have been shown in a more recent study of turnover
among engineers. This investigation involved matching a small sample of
highly-thought of engineers who voluntarily quit with a corresponding sample
of remaining engineers who reported to the same managers (Behavioral Research
Service, 1964b). Attitudinal measures were taken prior to termination. Two
important findings came out of this study. Those who left had much less
favorable attitudes with respect to the amount of feedback they received

from their supervisor to improve their present or future performance. Their

N
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expectaticns in this regard were substantially unmet. Secondly, mzjor
disagreements existed among those who eventually left betwean themselves
and their supervisors over job goals. Vhile a larger sample size would
have been desirable here, tke tendency does exist, according to these
findings, for the supervisor to be able to exert at least some influence
over the decision to leave through improved mutual understanding with the
worker as to job requirements and methods for performgnce improvement.
Such a conclusion is reinforced by a similar study in the same company
(Behavioral Research Service, 1964a). Although this latter investigation
did not study turnover, it did find that when a company-sponsored work
planning and review program was used in work groups and departments,
improvenments in attitudes resulted in exactly the same two areas cited
above as reascns for terminating.

Fipally, one study has been found which attempted to relate the amount
of managerial experience to turnover. In an investigation of white-collar
personnel in a large manufacturing company, Bassett (1967) found that turn-
over was substantially higher among employees whose supervisors had less
than five years of managerial experience. Among emplcyees who themselves
had less than five years of tenure with the company, the tendency to quit
was roughly three times as high if they worked under a supervisor with less
than five years experience than if they worked under one with more than
five years experience. Bassett concluded from this finding that experienced
managers demonstrate greater capacity ""to hold young talent in the compzny
[p. 6]." Lt should be noted here that years of experience as a manager was
the only charact«ristic of supervisors studied; the nature of that super-

vision was nvt investigaved. It is unfortunate that such data were

prpma TP



dichozomized hrere instead of presented inm contincr=n fome so axalyses of 2

oore informative patuwre covlid be carried oue. Th2 simple dickenomr 2=d the
arbpitrary selection of "5 vears™ as the cutoff point raise gresricss oot

only as to the meaningfulness of the findings bur zlso z2s to their csefwinsss
for purposes of predictica. Even so, Bassect ks raised zn isswve that
appears perticularly relevant te turnover amoag newly—hired emplovess.

Future investigations may find that managerial expsrience mest be ceasidered
by a2 company in deternining where to place new employees if turmover zmong
such personnel is to be reduced.

In sucmery, several factors shoulé be noted zbout these stedies of the
influence of supervision on the withdrawal decision. 7o begin with, 23l
studies investigated turnover, so no conclusions cana be reached concerninoy
the effect of supervisory behavior or stvie on zbseateeisz. This is surpris—
ing censidering the widely-accepted notion of the ceatralizy of the
supervisor as a factor in absenteeisn. Secondlv, those studies that co=pared
attitudinal measures with turnover comsistently found that turnover was
related to employee percentions that his expectations concernine scme aspect
of supervision were not met. Thirdly, it is felt that wore rigorous research
methods (e.g., greater use of independent measurements) are in order here to
reduce the possible influence of spurious variables on the results. And,
similarly, more studies of a predictive nature (such as the studies by Hulin,
1968, & Ross & Zander, 1957) would add greatly to the confidence with which
these results are viewed. The singular use of post—-termination questionnaires
are open to a wide range of possible errors which predictive studies could

substantially reduce. .
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PAVIN

Work unit size. The literature concerning the relationship'betﬁeen the
size of the work group and turnmover and wbsenteeism was reviewed Sevefdl vears

v

ago (Porter & Lawler, 1965). Vhile the reader is referred to that sourc-
for details of the findings, the major points will be summarized briefly

here since they are directly relevant to the overall picture of the with-
drawal process.

Twelve studies were reviewed dealing with the impact*of~unit size on
absenteeism. In ten of the twelve studies, a positive linear relationship
waﬁ found between increased absenteelsm and increases in unit size (Acton
Society Trust, 1953; Baumgartel & Sobol, 1959; Hewitt & Parfitt, 1953
Indik & Seashore, 1961; Kerr, Koppelmeier & Sullivan, 1951; Metzner & Mannm,
1953; Revans, 1958). Such findings appeared in factories, departments and
primary work groups. However, all of the above results were demonstrated
only among blue-collar workers. The only study that investigated both blue
and white-collar workers' absences found no relationship between unit size
and absenteeism among white-collar emnloyees (Metzner & Mann, 1953). The
final study reviewed was carried out by Argyle, Gardner and Cioffi (1958).
They investigated work groups varying in size from "one' to '"twenty plus”
and found a curvilinear relationship between unit size and absentgeism. The
lowest absence rates were found to occur in the middle-sized groups.

Four studies were also reviewed hy Porter and Lawler that investigated
the relationship between unit size and turnover, but only among blue—collar.
workers. Three of the four studies found that turnover was greater in large
" units than in small ones (Indik & Seashore, 1961; Kerr, Koppelmeier & Sullivanm,

1951; Mandell, 1956), while the fourth found no such relationship (Argyle,

Gardner & Cioffi, 1958).
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No nev studies relating work unit size to withdrawal have be;n found
thaé‘were published since the 1965 review. A clear tendency eﬁerges frOm
that analysis for increases in the size of the work group to be positively
related to withdrawal of blue-collar workers at least up to a point. However,
no such relationship has yet been conclusively demonstrated among white-
collar workers. A possible explanation for the trend in findings among
blue-collar employees could be that increases i; unit size result in
increased dissatisfaction with the available ihtrinsic rewards. For exgmpie,
increases in size could result in lower gruup cohesivgness, higher task
specialization and poorer communications. Such results could’%ake it more
difficult to fulfill one's expectations, resulting in increased dissatisfaction
that would lead to increased tendencies to withdraw. We would expect such
an explanation to be more applicable to blue-collar than to white-collar
employees since, on the whole, white-collar employees have more autonomy in
their jobs and are usually in a better position to discover alternate avenues

to intrinsic rewards.

i

{
Peer group interaction. One of the most potent forces in the soclaliza-

tion process within an organiéation is the interactive dynamics between the
individual and his peers. Peer group interaction can provide support and
reinforcement necessary for adjustment and attachment to the work environment.
Conversely, failure to secure such support may resulf in alienation frohfthe
workplace. Because of the potential importance of such a factor, it should
prove useful to investigate the effects of such interaction on the employee's
decision to remain with or leave his employing arganization.

In a study of turnover among management trainees, Evan (1963) found

chat avoidable terminations were significantly lower when a trainee was
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assigned to a department with two or more other trainees than when he was
essigned to a department either alone or with only one other trainee. Fvan
speculated from these findings that a.new empioyee (trainee) who has the
substantive support of other new employees will he better able to contend
with the stresses and ambiguitles created by a new job than he would without
such supporf.

The importance of co-worker support in retenpion has also been pointed
out hy Farris (1971). In a predictive study among scientists and engineers,
he found that both perceived low inclusion in the organization and perceived
low group cohesiveness were somewﬁac effective predictors of employee turn-

over. And, Telly, French and Scott (1971), in their study of production

workers, found that perceived equity of the social aspects of their jobs
was significantly and inversely related to turnover. Apvarentlv, the workers
were more inclined to stay when their expectations in their relations with
co-workers were substantially met. Findings of a similar nature were also
demonstrated by Hulin (1968). Iﬁ his study of clerical workers, Hulin found}
that turnover was significantly and negatively related to satisfaction in
~ the area of co-worker relations.

Also using the Job Descriptive Index, Waters and Roach (1971) studied
both forms of withdrawal among non=-supervisorv female clerical workers.
Their findings Indicated that while co-worker satisfaction was sipnificantly
and inversely related to absenteeism, it was unrelated to turnoyer. Here,

]

using the same instrument as Hulin on presumably similar populations quite
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different results were obtained concerning turnover. Similarly, Taylor and
Weiss (1969a & b) also found satisfaction with co-worker relations was
unrelated to turnover in his sample of retail store employees. Thus, while
the majority of investigations showed a strong positive relatiohship between
satisfaction with co-worker relations and propensity to remain, these findings
do not go unchallenged. It appears that, oncé again, satisfaction with a
particular factor does not have equivalent degrees of impact on all types

of employee groups with respect to the decision to participate.

Summary. The findings, summarized in Table 3, provide a relatively
clear picture of the relation of at least three work environment factors to
the employee's decision to participate or withdraw. Several studies have
pointed to the importance of supervisory style as a major factor in turnover.
Apparently, nhen one's expectations concerning what the nature of supervision
should be like remain substantially unmet, his propensity to leave increases.
No studies,fhowever, have been found relating supervisory style to absenteeism.

The size of the working unit has been shown to be related to both
turnover and absenteeism among blue-collar workers; however, insufficient
evidence is available to draw conclusions concerning such influence on
managerial or clerical personnel.

Finally, most of the research in the area of co-worker satisfaction
demonstrates the potential importance of such satisfaction in qptention.

Such findings, however, are not universal; some studies show such satisfaction
to be completely unrelated to retention for cértain populations. A possible
exnlanation for such divergent findings is that some peop;e'may have a

lower need for affiliation than others and may‘place 1e§s 1mpprtance on

satisfactory co-worker relations. Alternatively, it 1s possible that
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some organizational settings provide for a greater degree of_peerlérddp :
interaction, thereby increasing the pfobability that one'sblevei,of'expeqta—
tions would be met in this area. In either event, co-workef sétiéfaction
cannot be overlooked as a possible cause of attrition.

Job Content Factors : ‘

It has long been thought that the duties and activities required for
the successful performance‘Qf an individual's particular job énn have al
significant impact on his declsion to remain with and participate in the
employing organization. Such job requirements are ptesumedvtobreprésent
for the individual either a vehicle for personal fulfillment and satis-
faction or a continual source of frustration, internal conflict'and
dissatisfaction. 1In recent years, several new 1nvestigationslhave appeared
which provide added clarity to the role of such job—relatéd fﬁctors in the
withdrawal process. Four such factors will be discussed here: (1) the general
nature of the work; (2) job stress and repetitiveness; (3) job autonomy and
responsibility; and (4) role ambiguity and conflict.

Nature of work. Several investigations studied turnover and absenteeism

as they are affected by the nature of the job itself. We are concérhéd in
this section primarily with studies concentrating oﬁ satisfact}on‘wlch the
errall nature of the assigned tasks. Investigations of such specific facets
of work as job autonomy or stress will be dealt with in later subsections.

In a surbey of retently terminated nurses, Saleh et al.’(1965) found
that the single most frequently cited reason for avo%dable termination was
dissatisfaction with the nature of the job itself. included under such a

category were dislike of hours, too heavy a workload, lack of npportunity

~ to use abilities and dislike of actual work performed.
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Dunnette, Arvey and Banas (1969) also studied the relation between
turnover and met expectations with respect to task requirements. They
mailed questionnalres to a large sample of low tenured managers eﬁployed
by a major corporation and to an equally large sample of low tenured
managers who had recently quit the same 6rganization. Subjects were asked
to recall their expectations at the time they left college and began work,A
what their first jobs with the company were like and what thgir;present
jobs were like. The information gathered was thus of a retrospective nature,
not a predictive one. Based on these data, it was found that both groups
recalled being highly ontimistic concerning their job prospects at fhe time
of ertry Into the organization. The level of expectations of both: zroups
was essentially the same. The first job assignment, however, brought
disappointment and dissatisfaction to both grouos in four areas that were
considered important by the subjects: (1) the use of their own abilities;
(25 a sense of accomplishment; (3) interesting work; and (4) an opportunity
to advance. But while the failure of the first job assignments to meet
individual expectations existed for both groups initially, significant
differences arose with later assignments. The employees who subsequently
remained with the organization perceived themselves #s moving into jobs
more closely aligned with their expectations, while those who eventually
left moved into jobs which were perceived as increasing the disparity
between individual expecgations and the realities of the job. Thus, again,
failure to meet one's expectations appears to be a major contributing
variable in the decision to withdraw.

In an effort to increase the accuracy of prediction of future turnover,

Uunnette et al. also constructed and tested a Motivation Index on the samnvle.



Designed within an expectancy framework, this Index measured employee
performance-reward expectancies, instrumentalities and valences on the. job
and combined such factors in a multiplicative relationship in an attempt

to derive a measure of motivational force. Using this Index on their
managerial sample, Dunnette et al. were able to successfuily differentiate
stayers from leavers, although no significance ievels were reported. While

it is difficult to evaluate the importance of these findings due to the

. retrospective deata collection procedure, the use of such an 1nstrument in

the study of turnovér appears to have potential benefits that should not
be overlooked in future research.

Similar findings concerning the impact of the job itself on the
participation decision have also been demonstrated elsewhere, without the
use of retrospective techniques. Significant relacions betweeft turnover
and dissatisfaction with the nature of work have been found among female
clerical workers (Waters & Roach, 1971), female manual workers (wild, 1970),
male production workers (Telly et al., 1971) and computer salesmen (Kraut,
1970). One study, however, among female clerical workers, failed to find
such a relationghip (Hulin, 1968). Furthermore, such dissatisfaction has
also been shown to be significantly related to increased absenteeism among
female clerks (Waters & Roach, 1971). Finally, and more specifically,
turnover has been found to be inversely related to the percelved opportunity
to fully utilize one's abilities on the job (Taylor & Welss, 1969a & b),
and to the perceived importance of the work performed (Katzell, 1968;

Taylor & Weiss, 1969a & b).
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Job stress and repetitiveness. The required technology of a job often
imposes severe constraints on personal actions and activities at work.
Pressures for increased production or efficiency may_result in increésed
fractionation or routinization of certain jobs. Thié repetitiveness of
task may then contribute, along with other factors, to increased job stress
as percelved by the position hoider. While efficiency or reducgd operating
costs may be the goal of such actions as the routinization of job technology,
such a goal may at times increase costs through rises iIn absenteeism and
turnover. Several studies point to such a possibility.

GCuest (1955), in a followup study of the classical investigations by
Walker and Guest (1952), interviewed eighteen workers who quit gheir assembly
line jobs after 12 to 15 years on the job. Despite the small number in the
sample, a definite trend emerged in which the routine and fractionated
nature of the required job technology was seen as the primary factor

prompting termination from the organization. Unfortunately, from the data

~ presented, it is not possible to ascertain whether those who remained on

the assembly line had equally negative feelines toward their jobs. Guest's
(1955) contention that highly routine, fraétionated jobs can lead to with-
drawal has received some later support from Wild (1970). He administered
forced-choice questionnaires combined with unstructured interviews to female
manual workers in a British electronics firm who recently terﬁinated. The
reason most often mentioned for their termination was overall dissatisfaction
with the highly rationalized nature of the work. This reason was expnressed
by 36% of the sample. Again, however, no control group was sampled. This
lack of adequate controls was overcome in the'prédictLVe'étudy by Taylor and
Weiss (1969a & b) among discount store employees. Here it was found that
variety of work was significantly and negatively related to turnover.

&
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3 sonexnat differeat coaclusion was arrived at by Kilbridge (1961)-

Studying ezployees in variods positlons of two menufacturing firms, Kilbridge
.

found 20 clear relatioaship betwees employee turnover aaé the repetitive
nzzure of the job. However, zbseateeisa was found to be sozewhat higher
ca rhe more repetitive jobs. Oa the basis of these results, Kilbridge
zdvaiced the notion that attexpting to explain withdrauval in ‘terus: of the
repetitiven=ss of the job represerts too simple an exnlanatio; for an
intricate rzlatiomship. He argued that such job conditions as groujp
pressures and opportunities to earn incentive péy seem to have a greater

infleence (a2t lezst ir the two companies under 5tudy). on withdrawal than

task repetitiveness. Such zn argument is in accord with the position
advanceé by Hulin and Blood (1968) that merely enlarging or enriching jobs
will not necessarily result in reduced alienation and withdrawal from work.
‘ Investigaticg the relationship between job stress and withdrawal,

Melbin (1961) found that both turnover and absenteeism among psychiatric
‘ aides increased as a function of the frequency of job reassignment. According
| to ¥elbin, continual changes in assignment led to increased frustration and
presgvres to perform in unfamiliar sitvations. Katzell (1968), however,
found that turnover among nurses was- unrelated to the level of stress on
the job. Such divergent findings here could result from differing measure-
ment techniques or from differing definitions as to what actually comnstitutes
job stress. Katzell used a post—termination questionnaire and asked respon-

dents for perceived degree of experienced stress. Melbin, on the other hand,

used personnel documents of the employing hospital and only inferred that

continual reassignment would cause increased stress.
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The factor of job stress waéﬁalsd-investigéted‘by}Lefkoﬁitz and Katz

11969) in their comparative study of différences bétween réasons cited fof

termination during exit interviews and those gathered through. .post=
términation queStionnaires. OQuestionnaires were administered to6 40 tecently

terminated empléyees from a mediumésizgd faétory. The results. of these

i

questionnaires were then compared against company records of exit ihterview$

on these subjects. Both: avoidable and- unavoidable turmover were studied.
-1t was found ‘thiat the most frequently cited reason during .the exit interview
for leaving was "needed at home." This reason was mentioned 18 times while

"production stress" was .only mentioned three times. MHowever, the results

of the post—-termination questionnaire cited "production stress' most

frequently as the major cause of termination. This reason accounted for 12

of the 30 responses for avoidable and voluntary turnover, while the second
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most cited reason was problems with peers and supervisors.
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Lefkowitz and Katz concluded from these findings that, for various

b i R
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reasons, terminating employees tend to "clam wup" during exit interviews
{ g em] P g

2

and often do not reveal their true reasons for leaving. They therefore
argue that more accurate information can be obtained through follow-up
guestionnaires, presumably administered through sources outside the company.
While their point concerning the accuracy of exit intervie@ data is well
taken, it can also be argued that the time lapse between the employee's
actual work experience that led up to termination and his completion of the

post-termination questionnaire may also allow for distortions to occur as

to his real reasons for leaving.




A dob autonomy and respon51b111ty In add i6hn.-to his.

i6n.-to his- fi ndlugs concernlng

-Walker &

1

fﬁhé~rglétibﬁéhin beeween Job stress and -Eufnover,. Guest (19‘ also

" ‘Guest; 1952) also. found: furhiover «to-be rélated to a perceived lack of autonomy

‘over-:dpne's work, -Since this finding, several other stidies have appesdred

Which attempted :to clarify this. relationship.

-

Rbss and’ Zander (1957) found; in theif matclied-sample épud§’qf femaie

. .clérical wofﬁéré,,;ﬁét those who remained and. those who later left both had

ééseﬂtially‘the same expectations eonce;ningwihé~degree of .autonomy that.

i

would be pree@nt gn thelr jobs.. ‘However, those ¥ho later left reported

' significantly lower levels of éxperienced satisfaction of thesé expectatlonsp

Tbhs,'whére*exheqtations weré not substantially met regarding the degree of

i

' jobuagtogomy, the propensity to leave increased-

‘1urner and Lavirence (1905) 1nvest1gated the relationship between various
‘task attributes and absenteeism among workers employed in séveral different
technologies. Using their Requisite Task Attribute Index as -a measure
primarily of 'the.-amount of autonomy and responsibility employees found in

their job, they found' that workers scoring low on the Index also demonstrated

poor attendance. It was. concluded from these findings that attendance, as: a

direct behavioral measurement of worker involvement in his work, would vary
positively with increases in autonomy and responsibility on -the job.
Building on*the work of Turner and Lawrence and others, Hackman and

Lawler (1971) surveyed lower level telephone company employees in an effort

to further elarify the impact of various job dimensions on absenteeisi.

The primary independent variables used in this study were: (1) strength of

desire for the satisfaction of higher order needs (e.g., feelings of

accomplishment, personal growth, etc.) and (2) description of jobs on four
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core dizspsions (Variery,. autonomy, feedback and task ide@itity). It was

foundé that absenteeisn was signifitantl§ and. inversely :glatédﬂto both

'éq:oncny and :ask~idgptic§-But ﬁﬁt”to varieiy Q;‘iéedbéck. in addition,
stroag suppo%c was shown for the poteh;iai médéfating eﬁféct‘of~highcr.
order need strengths on‘abseﬁfeeism: E@ployees who strongly SOQght‘sétisﬂ
faction of higher order heedé*demonstrated lower absence fa;es when working
on jobs rated high on the fcur job dimensions; fho such ;elatibn was ‘found
for subjects rated. low on such néed strengths. Apparently, where the job
provides a means by which the employees desirous of higher order need
satisfaction can work towards thé\satisfaction of such needs, their result-
ing satisfacgion with the job can be manifeéted'thfough increased attendance.
Finally, two add?tibngl.pgedictive studies among -clerical workers and
retaé} stofe~employees have shown significant positive relationships between

satisfaction with‘gqgl§ perceived level of responsibility and autonomy and

propensity to remain (Taylor & Weiss, 1969a & b; Waters & Roach, 1971).

Role ambiguity aﬁd'conflict. Kahn et al. (1964) have suggested three
conditions which .can lead to role ambiguity: rapid organizationai change,
organizatigﬁal c@mplexity and managerial philosophies éoncerning communica-
tioﬁs? When such gmbiguity remains for prolonged periods of time, a feeling

of futility and géneral job dissatisfaction may result.. Similarly, when role

expectations on a job.-are conflicting, the individual will usually experience

increased stress and reduced job satisfaction. According to this model, the

typical end result of such role conflict~and, to a lesser extent role
ambiguity, can oftern. be withdrawal, psychologically if not physically.
Based on this thinking, it appears useful to assess the available research

.

as it applies to the relationship of role clarity to withdrawal. All of the
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data deal with turnover so, again, no conclusions can-.be reached .concerning

absenteeism:

In an early investigation, Weitz (1956) tested the hypothesis that job
applicants who were provided with a cledr picture of their jobs drior to
employment would be more likely to remain wita the organization ‘thian those
who did not receive this information.. Using a controlled experimental design,
Weitz chose for his sample 103 district sales offices of a major insurance
company. One-half of the offices served as thé experimental group; while
thé other half served as the control. Each new job applicant in the
experimental group received a hooklet describing in detail the insurance
ggent“s tasks and functions; applicants in the control -group received no
such booklet. During the period under study, 19% of those who were hired
in the experimental group terminated, while 27% terminated in the control
group. Weitz concluded from these results that prior knowledge and under-
standing of the role resuirements on a job are a significant factor in
continued participation.

Similar findings were reported by Macedonia (1969). Among a sample of
applicants already accepted for admission into a college~level military
academy, Macedonia sent a brochure to the subjects in the experimental wroup
describing the academy's environment as well as what would be expected of
the applicants should they decide to attend. Such information Qas not sent
to subjects in the control group. Results indicated that a significantly
larger proportion of the experimental group accepted the school's offer to =
attend. 1In addition, it was also found that a significantly larger number

in the experimental group survived training and remained at the school

Al

beyond the first year. Mscedonia concluded from these findings that




realistic role expectations were 2 key to reduced turnover ameng the subjects.
VWhen the-subjects were better inforsed of what was before them, they were iIm
a better position to judge the desirability of positicn zcceptznce in the
first place. And, once accepted, they were better able to cope with an
environment -about which they had increzsed knowledge.

In a gquestionnaire survey of 156 stzaff nurses, Lvons (1971) found thar
perczived role clarity was negatively related to voluatary turmover, pro—
perisity to leave: and job tension and positively related to work sztisfzction.
While the correlaticns were nonsignificant for nurses classified 2s low on
a need-for-clarity index, such correlations were significantly higher for
nurses with a high need for clarity. Lyvons concluded froa these findings
that certain individuals have a higher tolerance for ambiguity ia their
job and that such persons are little affected by unclear roles. On the
other hand, individuals less tclerant of role ambiguity tend to quit at
a higher rate if their roles are left relatively unspecified.

All three of these studies represent excellent research in terms of
methodology. While more research is deemed desirable here, the three
investigations when ‘taken together are clear in their results. Prior
information concerning the nature of the job can lead to more realistic
expectations on thc part of many new employees as to what type of job
environment they are entering. Such prior knowledge can allow the job
applicant to know what is to be expected of him if he joins as well as what
types of rewards are possible in exchange for his participation. Thus, we
would expect some individuals to conclude prior to employment that the

rewards offered by the organization did not justify the effort and to decide

not to join in the first place. Those who did accept employment with such
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prior knowledge, on the other hand, would have a more accurate picture of'b
the required efforts and possible rewards, resulting in a greater degree

of congruence between individual role and reward expectations and later

job experiences. Since rewards would be perceived here as being far more
equitable with the employee's adjusted (and presumably more realistic)
expectations, turnover due to unmet expectations should tend to diminish.

Summary. Some fairly consistent results can be derived, tﬁsn, from
an analysis of the available literature concerning the impact on withdrawal
of role'clarity and particular aspects of the nature of the job. These
results are summarized in Table 4.

In general, turnover has been found to be positively related to
dissatisfaction with the overall nature of the job among blue-collar and-
clerlical workers. Insufficient evidence is available to draw any such
~conclusions concerning absenteeism, but initial investigations point to a
similar relationship. More specifically, the available data tend to
indicate that both absenteeism and turnover are positively associated with
job stress and repetitiveness, although such a conc;usion may represent
an oversimplification of the nature of the rélationsﬁip (see, for example,
Hulin & Blood, 1968). Finally, a strong positive relation has been consis-
tently found between both forms of withdrawal and a perceived lack of
sufficient job autonomy or responsibility.

The above conclusions relate only to clerical and blue-collar employees.
Insufficient daﬁ# are dvallable to draw any such conclusions concerning the
impact of the job itself on managerial withdrawal. While two studies
(Dunnette et al., 1969; Kraut, 1970) indicate that‘dissatisfac%iou with the

nature of work is positively related to turnover among white-collar workers,
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it is clear that more investigation among such samples is necessary befare
firm generalizations can be made.

From a meQPdological standpoint, it should be noted that a few of the
studies utilized data collected after termination and in some cases no
comparative attitudinal data were sought for those who chose not to with-
draw. Thus, a finding that a significant portion of those who terminated
saw their jobs as having a high degree of stress may lose importance if it

is also found that those who remained also perceived high stress. This

problem of lack of suitable controls is not confined to job content factors;
unfortunately, it can be found throughout much of the reserach literature
on withdrawal.

‘The degree of role clarity on the part uf the individual can apparently
affect turnover in two ways. First, an accurate picture of the actual tasks
required by the orsanization can function to select out nrior tuv emnlowvment
those who do not feel the rewards offered justify such‘tasks. And, secondly,
accurate role perceptions can serve to adjust the expectations of th;se
already employed to more realisticylevels as to what is expected of them in
terms of performance. The resulting increased congruence between expectations

and actual experience can apparently serve to increase satisfaction and
resulting tenure. No conclusions can he drawn concerning the effect of

role clarity on absenteeism due to a lack of investigations on the sukject.
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Personal Factors

by

Factors unique té the individual also appear to have a sigﬁificant
impact on the problems of turnover and absenteeism. Such factors include:
(1) age, (2) tenure with the organization, (3) similarity of job and
vocational interest, (4) pefsonality characteristics, and (5) family
considerations. While often overlooked bf investigators, the inclusion
of such items are central to developing a comprehensive‘model explaining
the dynamics of work participation.

Age. Existing empiric#l evidence generally agrees thatithete~is a
strong negative relationship between increases iﬁ ége and turnover (Bassett,
1967; Farris, 1971; Fleishman & Berniger, 1960; Ley, 1966; Minor, 1958;
Robinson, 1972; and Stone & Athelstan, 1969). One study, however, found
such a relationship in women but not in men (Shott, Albright_& Glennon;
1963). Also, this relationship was found to be reversed in ahofher study
for employees during training periods (Downs, 1967)§‘employee turnéve;
among new trainees in two English public service organizafions‘was‘found
to be higher in all groups over thirty-five years old. After six montbé
with the organization, however, older recruits began showiﬁg a lower
turnover rate than their younger colleagues. Several interpregations fot ,
Downs' findings exist on the conjectural level, including the possibilify
that older workers find it more difficult to adjust to new job requirements .
but, once adjusted, are more likely to remain on the job. Such an interpre-
tation, however, has not been subjected to adequate empirical investigation.

While turnover generally appears to be inversely associated with age,
abgenteeism may well be directly related to it, although sucb relationships
are probably weak. De la Mare and Sergean (1961), studying English ‘

industrial workers, ‘and Cooper and Payne (1965), studyine English
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construction workers, both found increases in age to be positively related
to not only the frequency of absences but also their duration. However,

Naylor and Vincent (1959) found absenteeism among female clerical workers

to be unrelated to age.

Length of service. Closely associated with age is tenure with an
organization and, not surprisingly, many corresponding results emerged.

In a study of turnover among workers in an Australian manufacturing concern,
Knowles (1964) found that length of service on an employee's ptevious'jéb
represented a highly accurate predictor of the likelihood of his remaining
on his present job. Also, Shott, Albright and Glennon (1963) found that
clerical workers who had long tenure with their‘present employer also workgd
at least 10 months for their previous employer. Similar findings have élso
been demonstrated by Fleishman and Berniger (1960) and by Robinson (1972).
Such findings reinforce the traditional "job hopper" phenomenon so common
in the personnel manager's repertoire of evaluative employment tools.

The implications of tenure for absenteeism are somewhat less clear.
i1l and Trist (1955) studied absenteeism among employees during their
first four vears of service and found that "sanctioned" absences increased
slightly, while "unscanctioned" absences first increased, then tapered off
slightly during the fouri}ears. Fluctuations in the rate of total absences
(both sanctioned and unsanctioned) over time was, However, minimal. Hill
and Trist hypothesized that such findings indicate that those employeces who
elect to remain with the organization discover legitimate (sanctioned)
means for temporarily withdrawing from the pressures of organizational
stress so as not to endanger their position. Nevertheless, such fiﬁdiﬁgs

are probably of little value in analyzing patterns of absenteeism over a -
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man's teﬁure since four yearsArepresent; a relativéiy small pefiod ofjiime
when compared to someone';'total working career. | -

Baumgartel and Sobol_(1959) attempted to discover important trends in
the relationship between ténure and absenteeism with the two §afiabiés of
sex and "collar” held constant, Age was not held constant, Bowevgr. Using
a large sample of airline employees, they found that whiﬁe-cbllar.menAand
women and blue-collar women increased in absenteeism with leﬁgth of service,
while increased tenure among blue-collar men was asaocigted with lower
absenteeism. Several possible (and somewhat conflicting) hypotheses were
offered to'explaiﬁ these findings but no firm conClusién could be drawn.

Similarity of job and vocational interest. In a previous review,

Schuh (1967) pointed to vocational interest inventories as being somewhat
predictive of turnover. He further hypothesized that such inventéries may
be even better predictors than evidence now indicates because of the
apparent failure, in many cases, to use proper statistical techniques in
analyses. The most important implication of Schuh's findings, though, is
that a propensity to leave may possibly be accurately prediéted before
employment through the use of such interest inventories. Determining such
predictions prior to employment represents a significant advantagé(to the .
organization over measuring such factors after employment, as is the case
with most of the other predictors of turnover.

Unfortunately, while empirically sound interest inventories haye existed
for some time, there is a definite paucity of recent research relating such
inventories to turnover and absenteeism. Only three relatively recent studies

using interest inventories to prediet turnover have been found. No studies

have been fdund concerning absenteeism.
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Furguson (1958) and nqu (1961) both investigated the predictive value
of the Strong Vocatiohal Interest Blank (SVIB) for indicating pdténtial
turnover among white-collar workers. Using a large sample of life insurance
salesmen, Furguson found no difference between termination rates émong those
who rated high on the "successful salesman" interests on the SVIR and those
who did not. However, when scores were analyzed for only those salesmen
rated average or above average in performance by the company, it was found
that those with SVIB.interests of successful salesmen terminatéd'less
frequently than those without. Furguson hypothesized from these findings
that when the performance differential is equalized, the interests differ-
ential becomes paramount. Thus, the individual who attaihed a satisfactory
matching of his interest to be a good salesman with his demonst¥ated
superior sales performance was more likely to remain.

Also using the SVIB, Bbyd (1961) studied engineers in one organization
and found that those engineers who remained longer scored higher on the
inventory on mechanical and technical interests and on artistic and literéry
interests, while scoring lower on preference for repetitive detéil. In
addi;ion, those who remained longer clustered around the midpoint on the
competitive-persuasive activities ecale. While the implications of shch
findings are not thoroughly discussed by the 1nvestignt6r, it does abpear
that such scores are not totally incompatible with the engineer's. job
requirements; it is possible that many of the vocational interests and
expectations of those who stayed were in large part met by the organization.
A more obvious example of the implications for tenure of congfuence between
interests and job ls provided by Mayeske (1964) ﬁsihg'fhé Kuder Preference
Record in a study of 125 foresters, he found that turnover was slgniflcgntly‘

and Inversely related to preference ratings for outdoor activities.



None of the three studies cited above represents a particularly

rigorous design. Further, all three studied managerial or professional

employees so no conclusions éan be drawn concerning clerical or biue-collar
workers. In view of the magnitude of the potential benefits to be derived
from such knowledge, it is most surprising that far‘more'well-designed
studies have not been carried out. Given these limitations, it can be
hypothesized from the findings that the propensity of an individual to
remain would increase with increases in the similarity of task assignments
and interests. Again, the employee 1s seen entering the organization with
certain expectations concerning what he wants out of a job. The more such
expectations‘can be met, the more probable it hecomes that he will choose

to remain.

Personallity characteristics. Personal factors in addition to interests

also appear to have a direct impact on turnover and absenteeism. Sinha (1963)
discovered in his stud& of industrial workers a significant nositive relation-
ship between manifest anxiety and absentceism. The extent to which anxiety
influenced absenteeism, however, was not investigated. Similap evidence

has been produced by Hakkinen and Toivainen (1960), who found "anxiety
proneness' to be related to turnover among underground miners. FEmotional
stability was also found in this study to be an important factor for both
remaining on the job and for attaining a degree of success on it.

In a fufther study of personality traits, Meyer and Cuomo (1962) found
that, among a large sample of engineers in a major diversified corporation,
those who terminated appeared to be somewhat more aggressive, Lndebendent,
self~conf{ident and outgoing. Such findings resulted Erom psychologists'

Interviews shortly after hire. Those who tended to stav, on the other hand,
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were seen by the interviewers as possessing more emotional stability,
sincerity, maturity, and strong identifi;ation with the job. In addition,
those who left scor 'd much higher in tests measuring>verbal reasonifng and
educational breadth, while those who remained scored higﬁer on tests of
ability directly relevant to engineering work, such as engineering‘knowledge,
mechanical comprehension and spatial relations.

From the limited evidence available, a tendency appears to emerge for
those employees who leave the organization to manifest characteristics near
polar positions at either end of various personality factor continua. For

- example, those who are fairly unstable emotionally or exhibit high anxiety
tend to withdraw. Similarly, at the other extreme, employees demonstrating
a high degree of independence, self-confidence and agressiveness, as well’
as those with very high career aspirations, also appear to leave more often.

t can be hypothesized from these limited findings that the organization
tends to end up with as more permanent employees thosc clusterinp near the
center of such continua. Such employees tend to exhibit a greater degree
of emotional stability, maturity, sincerity, falrly narrow job interests
and only moderate career aspiratioms.

Much work has been done recently which concentrates on the specific
personal motive of need for achievement. McClelland and Atkinson and
their associates have attempted to demonstrate through theilr reseé;ch that
all individuals possess in greater or lesser degree the potential behavior
tendency to strive for achievement or accomplishment (Atkinson, 1958;
Atkinson & Feather, 1964; McClelland, 1951; McClelland et al., 1953).

In view of the importance of such findings, 1t is appropriate to investigate

the relationship of achievement-type needs to turnover and absenteeism when

o o VTS
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the individual feels either satisfied or dissatisfied with his'level of -

achievement.

Ross and Zander (1957) found in their study of clerical workers that
no essential differences existed among those who remained and iﬁose who
later chose to leave in the strength of their need for achicvement. However,
those who later left indicated a significantly lower need satisfaction in the
area of achievement. Those who remained perceived such a need to be sub-
stantially met. This study has been replicated among a sample of young
managers with essentially the same results (Dunnetfe,TArvey & Banas, 1969).

Similarly, Meyer and Cuomo (1962) found terminations amoﬁg eﬁgineers
were directly assoclated with very high aspirations for administrative
responsibilities. Apparently, these individuals possessed high expectations
concerning their level of achievement. When such expectations were not
met, their tendency to seek this satisfaction elsewhere increased. These
findings are at least in part reinforced by Farris' (1971) finding that
a major %eason for turnover, again among technical personnel, was a feeling
that changing jobs would help one's career.

Finelly, Tavlor and Weiss (1969a & b) found that satisfaéfign wi;h
one's achievement on the job was inversely related to propensity to leave
among retail store employees. And, similarly; Waters and Roach (1971)
found substantial evidence tﬁat such satisfaction was inverseiy related
to both turnover and absenteeism among femgle clerks. In summary,
consistent findings point to the importance to the individual in his
withdrawal decision of feeling that his achievement-type needs have been

substantially met.
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Family considerations. It is generally thought that absences and

turnover among female employeeSéééspecially if they are married--are higher
than among male employees. Possibly because of -this assumption, the majority
of studies relating withdrawal to family reasons have concentrated on fémalés.
From the evidence available, however, it appears that family considerations
have a significant impact on both men and women at work, although the nature
of this impact is somewhat different.

Stone and Athelstan (1969) found turnover amén% female occupational
and physical thefapiscs'increased in relation to the number of children they
had. Naylor ‘and Vincent (1959) found number of dependents was significantiy
and positively related to absenteei:m among a sample of female clerical workers.
And, Saleh, Lee and Prien (1965), in their survey of recently terminated nurses,
found that a full 39% cited "family reasons" as their reason for resignation.

In an attempt to test the validity of an instrument designed to predict
turnover among clerical employees, Minor (1958) found that female employees
married over ten years tended to remain significantly longer with thé
-organization than their counterparts married for shorter durations. The
subjects of this study were employed by a major insurance company, with
one-half the sample being used for purposes of cross-validation. A possible
explanation for such findings could be that women who are married ovetr 10
years have already had their children-~many of whom have already entered
school. The women are thus freer to take a job with some degree of permanence.
Support for this explanation comes from Fleishman and Berniger (1960) and from

Robinson (1972), both of whom found that women with older children tended to

remaiu longer than either single women or married women with young children.

NI




-Lingréased‘neg& for income and security that family responsibiiity places

‘o

:;On fhe.whble, thén, .ayailable studiés do indicate that family respon=
sibilitiééttakeﬁtheir‘toll on féﬁales‘in:terms of attendance and tenufe:
The gffeéts of the famil§ on the man's decision ébépéipiCipate}.as notéd
éérlierg are somewhat differént. Knowles (1964) found in:a study of male
factdry.workers~thap~gmp1byees with one or more children stayed with the
organiz%tiqn'lbnger than single men or married men with no children. In
thiS‘cgse,,iqgreased dependents resulted in the opposité effect from ‘that

of the female studies cited above. This fact is easily explainable by the

¥ H

upon the "breadwinner."

While -more- dependents ‘bring with them the need for greater job security,

the family environment can also bring significant pressure to 'bear on the

male to leave his job. -Guest (1955) found, for example, that social
pressures to quit were exerted on male workers by their wives .who ‘feared
the physical and -emotional strains of the job would break up what the wives
congidered to be a "normal" family life. Thus, as far as ﬁhe male employee

is concerned, the family can apparently represent very mixed forces con-

cerning his decision to participate or withdraw from organizationai activities

vhile, for the female employee, family considerations in the past have
generally represented forces only for withdrawal. Whether such trends will
continue in the face of both increased efforts by women to enter more
challenging job positions and the currené reevaluation of the traditional
role divisions between men and women remains to- be demonstrated.

Summarz. The findings concerning personal factors in withdrawal are

summarized in Table 5. Age is strongly and negatively related to turnover,

while being somewhat positively (though weakly) related to absenteeism.
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Similarly, iacreased tenure appears .to be stroaglv related to propensity

fo rez=ain; ac sol;ﬁ conclusions can be drawn conéerning the impact of

tedure on zbsentseism, nowever, due to conflicting results.

Fro= linited stuéiES,,turngvér appears té¢ -be positively related td the

similarity betieen job requirements and vocational interests. No studies

| ) ’ L . )
\ were found that related such interests to absenteeism. Predicting turnover
\

\

or absenteeisa fron inferest inventories (assuming -they are properly vali-
‘ .
dazed) represents an importaat possibility for orgdnizations because such

-

datz can be collected prior to employmént. This advantage doas not exist
|~ for most predictors of withdrawal. Because of this benefit, research
Lo -

I - .- . . . - . .
| eszphasis should be focused in the future on developing more rigorous
| )

_research designs to investigate the true potential of such inventories.

) . Tne majority of studies investigating ‘the relationship between

.

i © personality traits and withdrawal centér around turnover so no conclusions
l . - S
1 can be drawn about their relation to absenteeism. Apparently, the

sossession of more extreme ‘personal tharacteristics can lead to an

incressed tendency to leave the organization. While further investigation

is dr "“aitely in order here, a tendency exists for employees manifesting

‘very high degrees of anxiety, emotional instability, aggression, indepen-

dence, se€lf-confidence and ambition to leave the organization at a higher

rate than employees possessing such traits in a more moderate degree. The
implications of such a phenomenon, if borne out by further research; need

élso to be investigated for their effects on organizational efficiency and
effectiveness. That is, if such a pattern really\exists, research is

needed as to the desirability for the organization .6f accepting a higher

turnover rate in exchange for possible resulting increases in performance




* £rom .Such mobilé employees. Nb,;esearch,ﬁaS'béen found that demonstrates oo
that 1ow turnovér -erployées (thise posseéssing more moderdté personality - '

traits) -are in fact better peffo;merSu Thus, réeduced turndver may be an

undesirable goal if it is bought at the price of reduced work-force

i

effectiveness,
The available research indicates that for some employees the inability
to satisfy one's need for achievement can result in increased tendencies

to leave. These investigations have .only been carried out, however, ationg

- mw e e mm ew em s me e ww e we

- o e em e cw e ew e me wm ww me

managerial and clerical employees. No such studies have been done-on turn- o

over among blue~collar workers and no conclusions can be made concerning
absenteeism of personnel in any job classification.
Finally, matriage and family appear to have different effects on men :

. »
9

and women. While family considerations usually result in forces for with- %

drawal for female employees, their impact on males can be both positive and £

negative with respect to leaving.

Summary and Discussion N
%

The foregoing review clearly shows that a multiplicity of factors can be ;

associated with the decision to withdraw. It is possible, however, to .

summarize briefly those factors for which sufficient evidence exists to

draw meaningful conclusions concerning their relation to withdrawal.

In general, very strong evidence has been found in support of the

contention that overall job satisfaction represents an important force
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in the individual's participation decision. In addition, based onm preliz-

inary evidence, such satisfaction also appears to have a significanz impact

on absenteeism. These trends have been demonstrated zzoag a2 diversity of

vork group populaticns and in organizations of varicus types and sizes.
Moreover, the methodologies upon which these findings azre based are

generally of a fairly rigorous nature.

However, as noted earlier, it s not sufficient for our understanding
of the wiéhdrawal process to simply point to such a relatiomship. It is
important to consider what constitutes job satisfaction. Under the
conceptualization presented here, job satisfaction is viewed as the sum
total of an individual's met expectations on the job. The more an indi-
vidual meets such expectations, the greater his satisfaction. Viewing
withdrawal within this framework points to the necessity of focusing on
the various factors that make up the employee's expectation set.

We have proposed.four general categories, or "levels” in the organiza-
tion, in which factors can be found that affect withdrawal. Sufficient
evidence exists to conélude that some of the most important of these
influences on turnover can be found in each of these categories. That is,
some of the more central variables related to turnover are organization-—
wide in their derivation (e.g., pay and promotion policies), vhile others
are to be found in the immediate work group (e.g., unit size, supervision,
and co-worker relations). Stiil other are to be found in the content
of the job (e.g., nature of job requirements) and, finally, some are
centered around the person himself (e.g., age and tenure). Thus, based
on these findings, the major roots of turnover appear to be fairly wide-

spread throughout the various facets of organizational structure, as they

interact with particular types of individuals.
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Oz 2 more rentative level, Ifmicizl findimzs Endicate ther wole cloaritx
end che regeipr ef revogmicien and feedback are 2lsp irversely relared o
temover. However, cof 2l of the possible factors reviewad fers Pave besm
fozrnd o be clezrly or consistearly relared ro temmirzrios. Feor exemsle,
coaflicting data exist concerning the inflvence on sweh withdrowal of jeb
stres. zand repzticivensss, fanily size 228 threatensd job sscwricy.

Huch less can de ceacluded abour the Impact of these fzctors em
abseanteeisn Gue to 2 gererzl lack of availeble information. Sofficient
evideace does exist, however, to concluede with somz degree of confidesce
that increases in unit size are strongly and inversely relared to zbsenreeismn.
In addition, tentative evidence suggests that participacioa ia decision—

making and increased job autonomy are 2lso inversely relzted to such behavior.

Hethodological Consiﬁerations

Before discussing the implications of these findings, some atteation
should be paid to the methodologies emploved in these studies. W%hile
methodological problems with particular studies have been discussed in
the body of the review where appropriate, certain general issues warrant
emphasis here.

A major weakness of many of the studies of the various factors is the
failure to desipgn the investigations in a predictive fashion. For example,
all sixz of the studies reviewed here concerning job stress and renetitiveness
collected the majority of their data (including attitudinal measures) after
termination. Under such circumstances, it is difficult to ascertain which
factor is the true dependent variable; indeed, it is quite probable that
the act of withdrawal significantly altered the attitudinal predisposition

under study.
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Moreover, many studies failed to provide for adequate controlﬂgfdﬁps‘
in their study designs. Thus. as mentioned earlier, a finding thgt host
terminees characterized their jobs as being high in stress may lose
meaning if it is also found that those who remained also perceived high
stress. The matching of stayers with leavers along several demographic
dimensions, as has been done by Ross and Zander (1957) and Hulin (1966,
1968), reduce such potential spuriousness of results. Similarly, it
should prove most useful if future studies would make greéter use’ of
cross-validational and cross-organizational designs for both turnover and
absenteeism. If we are to use the knowledge we huave gained or will gain
in any meaningful way, it is important to have some idea of its general-
fzability across work environments.

With a few notable exceptions, the limited alternative questionnaire
technique has been used almost exclusively in the attitudinal research on
withdrawal. The singular use of such a procedure, while advantageous for
statistical and analytical purposes, may have the effect of omittiné from
consideration important areas relevant to an individual's withdfawal
decision. 1In this regard, it appears a useful strategy would be the
increased use of supplementil data collection techniques (e.g., open-
ended intervilews) in concert with the questionnaires. Such a procedure
would have the advantage of providing greater explanatory power and
increased insight into the potential range of factors associated with
withdrawal.

Since the earlier reviews by Brayfieid and Crockett (1955) and

Herzberg et al. (1957), some advancements have been made in the literature

in the areas of increased validation and reliahility of the inséruments
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employed. Good examples of such instruments for use in turnover gnd éb--
senteeism stuaies are the Job Descriptiveulndex\and the Minnesota Sétisfac-
tion Questlonnairc. However, further efforts are necessary in the area to
provide a broader arvay of validated instruments to gain tncreaséd cohpre-
hension of the phenomena.

In addition, the majority of the studies reported here collscted
attitudinal measures at one point in time and compared these measures to
withdrawal rates. Such precedures fail to take into account changes in
attitudes as they may or may not affect the withdrawal decision.  Further-
more, such studies do not provide an auequate basis for drawing conclusions
concerning directions of causallty. More attention should be paid in the
future to designing investligations which include researcher Interventions
designed to alter expectancies, and comparing the effects of such inter-
ventions to potential differences in rates of withdrawal., A usetul lead
has been taken here by Lawler and Hackman (1969; also Scheflen at al., 1971),
where variables in the work situation were experimentally manipulated and
changes in attendance rates over time were systematically compared against
control groups. Future research should thereforec make better use of the
longitudinal and field experimental designs (including adequate controls)
to more accurately isolate the study variables for purpose of analysis.

Met Expectatlons and Turnover

The preceding review of turnover and absenteeism highlights the
fact that there is an abundance of findings concerning the former and
a relative pnuqityvof findings cov cerning the latter. Because:of this
difrerence, and because of the potential danger of urdue generalizations
from a joint treatment of the topics, turnover and absenteeism will be

treated separately here for purposes of discussion,
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The major turnover findings of this review, when ﬁaken toge;he},, -
point to the centrality of the concept of met expe;ta:ionsvin thé‘ﬁith-
drawal decision. Under such a conceptualization, each individugi is
seen as bringing to the employment situation his own unique set sof
expectations for his job., It 1s.like1y, based on the results presented
here, that most employees place a fairly high valence on the attainment
of thelr expectations in certain areas, such as pay, promotioﬁ, super-
visory relations and peer group interactions. In addition, howevér, each
individual appears to place varying importance on a host of other poten-
tial "rewards" available from his job. For some, the most important
factor may be challenging work, while for others it may be the status
attached to one's job; for some, it may be both. Whatever the composi-
tion of the individual's expectation set, it is important that those
factors be substantially met if the employee is to feel it is worth=
while to remain with the organization. Ddubling the salary of a han
who 1s genuinely disinterested in money may have little effect in in-
suring his continued p;rticipation. While this set of expectatiops may
be modified over tihe in response to past rewards, available alternatives
and other factors, it is toward the past or anticipated satisfactiqn of
this fairly unique set of expectations that we must direct our atﬁention
if we are to understand the termination decision.

In general, then, the decision to withdraw may be looked upon as
a process of balancing received or potential rewards with desired ex-
pectations (in much the same manner as the model oroposed by March &
Simon, 1958). Such an explanation, however, raises questions as to what

the organization can do if it wants to reduce such turnover, BRased on



the literature, several seemingly’contradictory appféacheé result, In
an effort to clarify thesebappareht contradictions, we wiil discucs in
detail the findings of four studies, by way of example, which are“highly
relevant to the problem at hand,

Katzell (1968) and Dunnette et al. (1969) found that the mean
levels of initial expectations of those who remained and those who later
decided to leave were essentially the same, Thus, while individuals may
vary considerably in terms of their own expectation set, no significant
differences were found between stayers and “leavers as a group at the
time of entry into the organization. lowever, those who later left
reported significantly lower levels of met expectations as time went on.
Since the original expectations were similar, the significant differences
between the two groups in the degreg to which such éxpectations were
actually met could have resulted from the existence of differential reward
levels. Those who left may have failed, in general, to meet th&if expec-
tations on the job and sought satisfaction élsewhere. Following this
approach, turnover could presumably be reduced somewhat through an
increase in the reward levels so they would be more congruent with the
more stationary expectation levels.

Weitz (1956) and Macedonia (1969), on the.other hand, altered the
experimental groups’ initial expectations, resultingvin distinct differ-
ences between the stayers and leavers' mean levels of expectation at the
time of entry into the organization. Those who later decided to remain
presumably had more realistic levels upon entry. A unitary reward
system can be inferred from these findings, suggesting that one key to

the reduction of turnover would bhe to clarify expectations among entering



personnel sc as to bring them into closer alignment with the availgble :
rewards.

While the Katzell and Dunnette et al. findings appear to be in
conflict with the Weitz and Macedonia findings, closer analysis demon-
strates that it is quite possible to achieve a viable synthesis., It
appears from these investigations that both expectation levels and reward
levels are variable within certain limits, Such possible fluctuations
are depicted in the hypothetical éxample shown in Figure 1. Following
this example, we can first apply the results of Katzell and Dunnette et al.
where both stayers and leavers entered the organization with similar mean
expectation levels, represented in Figure 1 by the column labelled El'
As a result of differential reward levels, represented in Figure 1 by
Ris R2 and R3, some employees would tend to perceive that rewards met
or exceeded expectations (in the case nf Rl) resulting in increased
satisfaction and an 1ncreaséd propensity to participate. Other employees,
however, would perceive vewards to be below their expectations (in the
case of R2 and RB)’ resulting in decreased satisfaction and an increased
propensity to leave. '

Next, we can apply the model to the findings of Weitz (1956) and |
Macedonia (1969). Here, the mean expectation level of those who later

left remained unchanged (represented by El)’ while the mean level of those

Ingsert Fig. 1 About Here

who stayed was adjusted downward (to Ez) by increasing the employees'

knowledge about the nature of the job. Thus, even with the impact of

59.



differential reward levels, it can be seen that, on the whole, a greater
number of those who stayed Qould be more likely to experience met expec-
tations than those who later left. The stayers, with more fealistic
expectation levels, would have a greater vﬁumber of potential reward
levels (R1 and RZ) lying above their expectation levels than would the
leavers (R1 only), chereby increasing the chances of meeting or exceeding
their expectations on the job,

The use of such a model points to at least three actions that the
organization might attempt in its effort to reduce turnover. First,
attempts can be made to enrich the total amount of potentially available
rewards. This actlon should serve to increase the probability that
reward expectations will be met. Such a procedure may have limited
appllcability, of course, due to structural and financial constraints
on the organization. But various feasible approaches do exist for im-
proving "rewards' in such areas as supérvisory and co-worker ilnteractions,
recognition and feedback on performance, and fairness (if not increases)
in compensation policies. Second, organizations may consider the in-
stallation of cafeteria-style compensation plans (Lawler, 1971) to allow
the employee a greater selection of rewards toward which to work. Such
increased selection should serve in part to increase the likelihood that
more of his expectations can be met on the job. Third, and perhaps
most important, the organization can attempt to increase the present or
potential employee's accuracy and realism of expectations through in-
creased communications concerning the nature of the job and the pro-
hahle potential phyoffs for effective r.erformance. Where the employée

fully understands what is sxpected of him and what the organization

60,
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offers in return, the likelihood of him forming unrealistic expectations
’should decrease, resulting in ihcreased possibilities that his expecta-
tions are actually met.

The clarification for the employee of both expectations and poc;ntial

rewards, then, should have the effect of generally incfeasing the‘degreev
| to which such expectations are met. Where these expectations have been
essentially satisfied, and where the employee has no reasoﬁ to believe
they will not continue to be satisfied in the future, we would expect
an increase in the proﬁenpity to remain and participate in the activiﬁies
of the organization. Where the individual by and large fails to satisfy
his expectations, and where alternative forms of employment exist which
promise greater satisfaction, we would expect an increased tendency to
leave. "

A final word is in order concerning the above studies relating to
turnover, To a large extent, there is an underlying assumption, often
inferred but sometimes stated, that the reduction of all turnover is
a desirable goal. Such an assumption may be questioned on several
grounﬁs. First, from the individual's noint of view, leaving an
unrewarding job may result in the procurement of a more satisfying one.
.. Second, fr~m the organization's standpoint, some of thbse who leave
may be quite ineffective performers, and their departure would open
positions for (hopefully) better performers. The important point here
is that a clear distinction should be made in future research efforts
between effective aqd ineffective leavers., The loss of an effective

employee may cost far more than the loss of an ineffective one, and the

costs of eforts to retain the latter may well exceed the benefits,
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Teird, given the present state of techaological fluk, turnover nay in fii;
soze ways be considered 2 mecessary evil. It may be nécessary to simply . i%
accept certzin leveis of turmover as the price for rapid change and in- flé
.creased efficiency. ) . 5§
¥et Expectations- and Absentéeisn . "75
- -

The organization'’s tendency not to accept .even minimal turnovéer ;j‘

%

appears often to be matched by a somewhat unconcerned attitude toward ] g%
absenteeisn. Perhaps this is due, in part, to an inability in many lzg
cases to distinguish accurately betiween avoiééblé and unavoidabie ab- _jg

S g

senteeism for purpcses of measurement. It may be, however, that the :ﬁ%

costs to the organization due to poor attendance may be far greater ;%

than the costs of turnover. The studies reviewed heré indicate that 1 i

those employees in which the organization has the least investment é

- (young, low tenured employees) have the greatest incidences of turnover, , %
while those employees who are older and mbre mature (and in whom the §

organization typically has greater investment) apparently have increased ’ ‘“g

.

incidences of absenteeism. If this is the case, a redirection of effort ‘Q

may be in order away from the study of turnover and toward a better 3

understanding of the more temporary forms of withdrawal. Too often in fg

the past, absenteeism has been considered the "step-child" of turnover : jg

el

and it has been assumed, without sufficient evidence, that the two . ‘Ai

- {’%

shared identical roots. ;ﬁg

Several important dimensions- exist along which absenteeism as a "§

5

form of withdrawal can be distinguished from turnover: (1) The negative :‘ﬂ

consequences for the individuals that are associated with absenteeism 'ng

are usually much less than those associated with turnover. For example, y ¢ E
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with ‘thé prévalence of company sick pay ‘policies, :2n employée can miss ‘work

(2) Absenteeism is more likely ‘to
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(up to a;pOint)~withbup saiafy Yoss. -

bé a spontaneous dnd relatively easy decision, while: the act of termination
‘can be assumed to be more catefully -considered over time in most cases.

(3) Absenteéism may sometimes represent i substituté typé of behavior

S oy

for ‘turnover, particularly where altetnative émployment is unavailable.

DRty
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In this sénse, absenteeism may allow for temporary avoidanée of an un=-

SRRy

rewarding -situation without the loss of the benefits of employment; -turnover,

P ey

1 .
on the other hand, represents a complete severancé of the individual from

*

such bedefits,
In view of sore of these diffevences, it is interésting to investi-

B LN,

~,

s
e

gate the degree of similarity or difference between the two types of

withdrawal as they relate to the various factors in the work environment.

Y
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Yarch and Simon (1958) hypothesize that no differénces exist between ab-

senteeism and turnover insofar as the factors inducing such forms of

e sz avare

behavior are concerned, However, the evidence as reviewed above does
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For example, Waters and Roach

e
e

not entirely support such a position.
(1971) found that satisfaction both with job responsibility and with one's

i
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rate of growth and advancement were significantly related to turnover but

Similarly, Kilbridge (1961) found significant associa-

not to absenteeism.

tions between job stress and absenteeism but not for turnover. In fact,

—_—
e SRR

of the 22 tested relationships in the studies reviewed here where ddta
were available on both turnover and absenteeism among the same samples,

only six found significant relations in the same direction betweén the

factors under study and both types of withdrawal. The remainder found

certain factors significantly related to one form of withdrawal but
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:not~§§g§g;hef7jrSuchﬁfindiqgsusqgggst ;haé Some impg;tapt dffferenges-may
gxisé bgt@eeﬁ the ii(‘:a‘uSes‘"‘g')f' turnoVet and’ those g§ absenteéeism:

While=$g%ficiéﬁg data are available lere orily Eo drav tentative ébﬁé
clusions; support for this position can be found elséwhete. Herzbérg
et 511.11957)frevieWédqthreg studies investigating both turnover and
absenteeism. Two Sf these studiés found positive correlations betwéen
;the factor under study and both types of withdrawal, while one found the
two types to be inversely related to the factor. 'Moreover, Lyomns (1972),
in a recent review of 11 samples, concluded that "there is little support
for the notion of common correlates [p. 279]" between various factors and
turnover and absentéeism.

It is important to realize, thea, that important differences do
appear to exist between the strength. and nature of some of these factors
as they differentially relate to turnover and absenteeism. Even so, one
can speculate that the above model of met expectations as they affect
turnover (Figure 1)_may also apply in a slightly modified version to the
attendance decision. Based on initial findings, an argument can be made
that when an individual's expectation set is not substantially met, the

tendency to temporarily withdraw and avoid an unrewarding situation

,would increase, particularly if more preferable alternative activities

are not available.

Future Directions for Research

Based on this review, several fairly obvious voids exist in our
knowledge of turnover and absenteeism which require further study. To
begin with, much more emphasis should be placed in the future on the

psychology of the withdrawal process. While correlational studies abound

64.
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(perricelarly with respect to turnover) whiéh‘relate:various-fgctors»to
withdrawal, cur vnderstanding of the manner in which the actual -decision
s mide is far from cozplete.

Secend, 2 major focus shoulé be placed on differential expectation
levels zt the time of entry into. the ofganization dnd the extent to
which these expectations are met or altered over the course of employment.
- Teis strongly suggests the need for as much attention to “expectations'

as to “reactions™ to the work situation.

Third, some attention should be directed toward the study of
differentially "valued” employees in relation to withdrawal. Organiza-
ticnal imwvestments (e.g., compensation, additional training, experience)
in employees can vary considerably across hierarchical levels and
fenctions. Similarly, sonme employees are rated higher by the organiza-
tioa in terns of performance and potential. Little is knéwn about the
relation of these factors to withdrawal. It is possible that the more
v2lued” ezployees quit or exhibit high rates of absenteeism for quite
different reasons than those who are less valued.

Fourth, more investigation is necessary which simultaneously studies
both turnover and absenteeism among the same samples as they are affected

- by various factors in the organizational situation. Such designs would
increase our knowledge not only of the potentially different roots or

eacus rype of withdrawal, but also of possible interactive effects

between the two.
Finally, future research should include more emphasis on determining
the effects of specific organizational interventions on turnover and

abseateeisn. The increased use of longitudinal designs and well-
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conttrolled ‘field expériments would significantly incréasé the confidence

‘we .could placé in the presuiied impact of significant variables .on. with-

drawal.
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